Group Process and Performance
Although researchers and practitioners have long claimed a relationship between group process and performance, results of studies actually testing that relationship have been equivocal (Goodman, 1986) .
There seems to be little concrete evidence that intervening to improve a group's process actually enhances performance (Kaplan, 1979) . Nor does it seem that general models of group behavior allow us to understand why some groups are more effective than others (Goodman, 1986; Hackman & Morris, 1975) .
Three factors appear to contribute to these equivocal results. First, models of group process often have failed to address the complete range of group behaviors, particularly those that describe how members of the group interact with others external to the group (Ancona, 1988) .
Second, researchers have often failed to take into account differences in the tasks that groups must complete (Goodman, 1986) . Different tasks clearly require different processes for high performance (Herold, 1979) . Third, researchers have often used global frameworks that are very general to predict performance rather than producing fine-grained models with clear variables and operational measures (Goodman, Ravlin, & Schminke, 1987) .
Together, these three factors may explain why group process often fails to covary with the performance of groups operating within organizations.
Since the tasks of many groups within organizations require interdependent action, failure to consider the external interactions required and the lack of inclusive, fine-grained models of group process make it unlikely that the appropriate process variables related to performance will be measured.
The purpose of this paper is to describe and classify a set of activities that link a group to its external environment. This external perspective assumes that the group must manage relations with outsiders since it is often dependent upon those outsiders for resources or information (Pfeffer, 1985) . Rather than describing a complete model of group behavior, we concentrate on how groups, doing a particular task, carry on these required relations with those outside, either in other parts of the organization or external to the organization. These external behaviors can then be tested for generalizability and incorporated into new models of group process.
Functions In Groups
One aspect of group process that has received wide attention is the area of critical functions. These are behaviors or activities which must occur to some degree in order for the group to progress effectively (Schein, 1969) . Most functions have been identified as falling into one of two sets; those related to accomplishing the task and those which contribute to the maintenance of the group (Bales, 1958) .
Task functions are those that enable the group to "solve the objective problem to which the group is committed" (Philip & Dunphy, 1959: 162 group functions was conducted with short-term laboratory or T-groups.
Research following this internal perspective often aimed to control or eliminate the external context in which the group operated in order to achieve fine-grained analysis within the group.
External, Boundary Spanning Functions
Recent research on groups in organizations has taken on more of an external approach (see Ancona, 1988) (Allen, 1984; Katz & Allen, 1981; Tushman, 1977 Tushman, , 1979 . These studies have pointed out the importance of bringing technical information into R&D groups and have established clear links between cross-boundary communication and performance (Allen, 1984) .
Another study of sales teams (Gladstein, 1984) demonstrated that group members distinguished between internal and boundary activities rather than between task and maintenance activities.
Studies such as these are useful in demonstrating the relationship between external interactions and group performance, however, they have focused only on very specific types of interactions, most particularly the transfer of technical information. Our goal is to describe a more complete set of boundary roles than these other studies have identified.
METHODS
The research strategy we have chosen could loosely be described as a comparative case analysis. The reason we selected such an approach is that we believe that research on external processes in groups is at a relatively early stage of development. As such, we believe that exploration and description, classification of phenomena, and attempting to identify observable patterns of activity must all precede the proposition and testing of specific hypotheses (Gladstein & Quinn) .
Since our goal was to describe a wide set of boundary roles in groups within organizations, the groups we chose for this inquiry were new product teams (npt) in high technology companies. These teams were selected because they must carry out diverse forms of interaction with many external groups. New product teams are dependent upon other parts of the organization for information, resources, and support. In addition, these new product teams must deliver products and services to others.
These complex transactions are carried out with a diverse set of functional groups including marketing, manufacturing, and top management.
These other functions often represent other "thought worlds" (Dougherty, 1987 After all of the boundary activities had been identified, we performed a kind of informal factor analysis in that we tried to find larger categories that encapsulated particular sets of activities. We tried many alternative categorization schemes until settling on one that appeared to us to take into account major differences among activities, yet included all the activities that had been identified. We include here both the category schemes and the activities so that the reader can judge our work. He kept wanting us to picture the travelling salesman going in and out of hotels every night and taking the computer with him.
RESULTS

An inspection of the reported interactions
Marketing wanted us to know that the current machine just didn't make this an easy task. I waited until he left and explained that lighter translated into seven pounds less than our current machine and that meant we had to find a new material for the casing."
Filtering.
Filtering It's like Tom West said, we won't pass on the garbage and the politics."
Guard Activities
This activity set involves monitoring the information and resources that others request from the group and determining how the group will respond to those demands.
Outsiders may simply be curious about team activities and want information, or they may be attempting to take resources at the group's expense. Guard activities include classifying, delivering, and protecting.
Classifying. When requests for information or resources were made, group members often delayed responding until they could determine the legitimacy of the request and the impact that satisfying the request would have on the team. (Gersick, 1983) and new product teams (Ancona & Caldwell, 1987) . Future research will have to test some of these propositions, and further explore and test how these external boundary-spanning functions relate to internal functions and group performance.
